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A CRITERION PAPER ON 



parameters or *ducatiq» 

•«u Introduction 

The purpose of this paper is to at to apt to define the variour 
boundaries and limits which pertain to innovations in the field of 
education. An effort will be made to define a number of variables whicn 
are known or believed to have an impact upon the spread of Innovations 
in other fields and then to relate them t-o education. In addition to 
identifying some of the variables, the writer has made certain evaluative 
Judgments in a number of instances as to the ease or difficulty of 
making the applications from the other fields to that of education. 

It might be helpful to the reader if the writer were to indicate 
hia approach to the task as presented by the title of this paper. An 
examination vao made of a considerable number of resources, a number of 
which are lndi.rted in the bibliography. A study was made to identify 
pertinent variables from a variety of other fields and disciplines. After 
pertinent variables were identified which had implications for education, 
the writer then interposed them into the educational setting. In the 
preliminary draft of the paper the writer arrived at a series of categories 
by clustering tboae factors which seemed related. Therefore, the variables 
came from other fields but the -categories or general headings were 
developed by the writer. 
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Up n *.he receipt of the publication by Bhola on "Innovation Research 
and Theory, the writer then adopted the taxonomy which the author of that 
publication projected. This revised version of the paper restructures the 
original categories in -he preliminary paper to fit this new taxonomy. 
Interestingly enough, three of the original categories proposed by the 
writer are among the five proposed by Bhola. The other five categories 
originally proposed by the vriter have in the main b^en combined to form 
the other two categories in the taxonomy developed by Bhola. 



Philosophic Considerations 

A basic problem in education is a philosophic dilemma which is whether 
in a democratic social order it is appropriate or desirable to promote 
deliberate change. A general problem is iJbe one of planned change with 
which Corey deals when he says: 

....A great deal could be, and has been, said on this subject; 
but the central ethical considerations do not seem to me to have to 
dc with the fact of trying to bring about change in others or even 
with the specific nature of the changes. 3he ethical questions 
that concern me most have fco do with tne means employed to induce 
change. It is here that my conscience, at least, becomes most 
deeply involved. I do not seem often to be offended by the 
outright and direct attempts of others to make me over in their 
image of what I should be. I aoi assuming that this is done with 
reasonable tact and without too much threat to my self-respect, 
which admittedly is easily threatened, and that I can walk away or 
otherwise get out of the field of influence whenever I want. What 
is objectionable is trying to change others by methods that are 
based on the realization that if they know what was going on they 
would have none of it. Subliminal advertising is an illustration, 
as are moat Instances of brainwashing and the insidious kinds of 
propaga n da. Blatant propaganda is not quite as bad beoause its 
blatmncy Is its own antidote. 
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Summarizing this point of viev toward ethi il conaideratior.t 
in trying to change other people, n*y feeling is that within rather 
wide limits it is the methods employed rather than the ends ir: view 
or the desire to attain these ends that raise the most serious 
questions about good or evil. A method that enables the individual 
who is under preecure to change to protect himself if he so cLesires 
and to persist as he is because he realizes what is going on striker 
■e as being acceptable in that it does not violate cay cense of right 
or wrong." (l) 



Many people would not agree with Corey, thst it is the means rather 
than the ends wnich are important- -jr* f*ci, many people would Just reverse 
the order. There are those who do feel, however, that until we come to 



grips with the basic problem of planned change, we shall really not have 
touched the funds menial issue in education. Among this group is Clark 
who recently made the fol lowing statement: 

"....The fact la that, although we talk about change in the 
literature of education and obviously some change has taken place 
in education, ve evade the real quest ion --whether or net we have 
a program of planned change or planned innovation in the field of 
education, since any social process f*eld, no matter bow conservative 
it may be, is forced by the pressures of its existence, to change 
to some extent. 



I think that, we might play a little game, and place ourselves 
in the position that H. G. Wells must have been in when he tried to 
project the changes that were likely to occur 50 or ICO or 200 
years before they occurred. Let us place ourselves in the field 
of education as professionals at the turn of the Twentieth Century 
and ask whether or not we could have predicted the kinds of changes 



t have occvuied in tha field of education over the past 50 
years. Hjr gneiss is, and 1 don’t knew that this is the case, that 
we would have a pretty easy Job predicting the kinds of changes 
that were to take place in the field of education. It wouldn t 



have taken an inventive genius of the H. G* Wells type to predict 
these changes. When we point, for example, as we very after do, 
to the elimination of the one-room cchoolhouse and the consolidation 
of education into larger units, this is a perfectly inevitable 
consequence of our society, and anyone could have predicted 50 or 
00 years ago that this was going to bappen—tbat is, anyone with 
the modest amount of insight that an average professional in the 
field eight have had. 



k. 



"I tb Ink using & criterion of whether or not the changes in the 
field are unpredictable, education doesn't come oat very well. But 
va can ounce this assessment a little less literary and dramatic and 
a little no re systematic by asking questions in regard to the 
conceptual bases for change in the field and by studying the formal 
m e ch a n isms that are set up in education to facilitate change. 

"First, in terms of the conceptual basis tor change in the field 
of education, I think it's perfectly clear that educators have not 
accepted the social psychologist's concept of planned change. When 
the term 'planned change' is used in a group of educators, there is 
same sort of * 198fo image' created on the part * the educator. 
Im m ediat ely conjured up is the political ncientist's notion of 
planned change, not the social psychologist's concept of it. 

"Educators ao a wnolc have cane to view the 'fit ar^d start' 
pattern of change* in this field as tie natural order of things. 

It is very difficult to convince a group of educators that this 
is not, in fact, the way God mandated the process of change in 
the field of education, and that we can, in fact, do something; 
we can intervene in this process." (2) 

fhere is a feeling among some educators that the purposes of a schcol 
system grow out of the wishes and desires of the citizens of the local 
community. Historically, same attempts have been made to bring this 
question into clear focus. One such attempt is the book by George Counts 
(1932) entitled, Dare the Schools Build a Kew 3oclal Order 1 The strong 
opposition with which this thesis was greeted ; even in the depths of the 
depression, is an Indication of how antagonistic many people are, 
including professional educators, to the idea of the school systems 
playing a carefully calculated role in the renewal or re-direction of 
our society. 

lest one feel that this resistance to the planned role of schoole 
was true only of the depression days, seme recent conferences of educators 
have indicated a lalssee-falre role for the schools. For example, when 
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new directions in education are proposed by someone, there is an iiw>ftdiate 
question from m*mv as to "whose directions?' . Ifce implication is that the 
schools nust wait until there is sufficient crystallisation within a given 
community in order that new directions can be taken. 

One of the first questions, then is the ethical or philosophical one 
as to whether the school system and ths decision makers within it should 
only follow the ebb and flow of public opinion or whether they should 
consciously and intentionally attempt to plot at least in part the direction 
the school system should move and thereby Influence and/or manipulate the 
various elements of the educational enterprise. 

Content of Innovations 

Ihe very nature of innovations in education have implications for their 
ease of adoption. The simplest type of innovation is that of the 
substitution of one element for another. Agricultural innovations such as 
new varieties of seeds are fairly easy' to diffuse. A kernel of hybrid 
corn appears exactly the same as a kernel of open-pollinated com. In 
order to use hybrid seed corn, no adjustments have to be made in the planter 
or other implements, no changes have to he made in terms of the appearance 
of the crop in the fields and one does not even have to confide in his 
family or in any of his friends that he made the decision to adopt the 
new variety of seed. Likewise in the case of the physician where a new 
anti -biotic may be exactly the same size, shape, and color as another 
anti -biotie prescribed earlier, bbder such circumstances there is little 
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problfiB involved in making a change from an older to a never prescription. 

'Hie more difficult changes are those which involve re a true tu^ ing of 
arrangements involving people . organisation* or facilities and which may 
often involve some value changes. When a medical general practitioner 
ch a n g e s to a vsmiber of a iLedlcal clinic of specialists, a number of changes 
occur which are difficult to accomplish. The doctor himself must become 
a part of a team situation and must defer in his Judgments to one or more 
of his colleagues who may be more highly trained end in a better position 
to wake a diagnosis. He must, therefore, give up part of his status when 
he enters into such a relationship . Ihe patient's relationship to the 
specialist is also different as he moves from the hands of the general 
practi**' loner who has dealt personally with him to the clinic approach 
which may give better medical treatment but with some possible loss in 
personal relationships. 

Ihe most difficult change of all is that which involves value 
changes. The recent activities of the medical profession in regard to 
medicare is an excellent example. Sirce, in the opinion of the medical 
profession, medicare represented a rather fundamental change in the 
relationship of the doctor, the patient and the Federal government, it 
was resisted vigorously. When innovations require value re -orientation, 
thoy are accompli 1 ed only with the greatest of effort. 

Substitutions 

Educational innovations follow stxsevhat the same continuum as those 
of other fields as suggested shove. Ihe simplest innovation to accomplish 



i» one where there lb a mere substitution of one piece of material, 
equipment, or process for another. Such an innovation as the overhead 
projector is in general the substitution by an individual classroom 
teacher of the overhead for the chalkboard. Although it is hoped that the 
overhead projector may eventually involve other kinds of uses, it initially 
is utilized in the classroom for the presentation of materials formerly 
presented by the chalkboard. The adoption of the overhead projector by an 
individual teacher docs not fundamentally change her relationships with 
the peer group. It doesn't even involve a drastic change in the physical 
layout of the classroom including light control It generally is used to 
enable the teacher to do more effectively what she has been attempting to 
do previously. 

Restructuring * 

Many of the innovations in education involve other teachers, admini- 
strators, and parents as well as new techniques and processes When one 
introduces team teaching, for example, it calls for a restructuring of the 
teacher assignments. It is somewhat akin to a specialist in medicine since 
teachers must, give up a part of their autonomy and of individual decision- 
making to the group. The status also has changed since they are no longer 
the sole determiner of what happens and the students lock to the total team 
for answers rather t han to only one teacher as formerly. As one goes into 
teaching, more sophisticated hardware is likely to be used and new skills 
likely to have to be developed by the staff. Th* content itself 
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requires re-examinnxlon and restructuring and the students themselves are 
also in new eurroundirge vith new and different group pressures so that 
their circumstances are also changed. Under such situations, innovations 
•re more difficult to achieve because they involve a much wider range of 
decisions and new roles to be played by many different people. 

Value Changes . 

When fundamental changes in how different people perceive their roles 
which require attitude changes, the innovation generally proceeds the 
slowest. Both television and programed instruction are new instructional 
procedures which require the individual teac ier to re-evaluate her position. 

'Both TV and programed instruction require the teacher to be willing to 
have «m outside person or material inserted between herself and the learner. 
To be used successfully both of these techniques require that the teacher's 
self -coicept be such that she dees not see these outside forces as 
threatening her own role or self esteem. 

Therefore, educational innovations span the full continuum from simple 
modifications and substitutions to value and attitude changes. The further 
the innovation moves down the continuum toward value changes, the more 
difficult it is to achieve. Many of the newer developments in education 
do involve fundamental re-examinations of the function and place of the 
teacher, of materials, and of organizational structures in the learning 



process. 
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Hew Structure 

Some change® are so difficult to accomplish that an entirely new 
structure is created in order u<. to interfere eith tue current operation. 
In many places the development of instructional televisi on has been an 
Innovation of this type, a new organisation was developed to promote and 
program educational television z other than going through the established 
audio-visual center and/or library. This approach is taken when the risk 
appears so great that the innovation would be rejected by the traditional 
system sc that rhe decision is made to develop a complementary if not 
competitive organization. 

Changes in Physical Facilit ies . 

As tee late Kinston Churchill once said, "We shape our buildings an d 
then our buildings shape us." The physical plant is always an important 
fcctor but in education the school building greatly limits the k inds of 
Innovations which can be attempted. 

Although there are many modern school buildings, several millions of 
children still attend schools where the facilities were constructed from 
25 to 50 years ago. Because innovations in education often are related 
to group size, the building itself limits much in the way of what might be 
attempted. With proposals for large groups, small group seminars, and 
individual study carrella, certain kinds of space requirements must be 
available. Any reorganization of the sizes of school groups may be made 
difficult, therefore, by the school building which may be adapted but not 
changed fundamentally* 
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A second limiting Actor of facilities pertains to the use of various 
pieces of equipment. Sven the simplest types of projected media require 
certain kinds of physical layouts for maximum visual and audit ry 
reception. Such Actors as light, sound, and clinmte cctrtrol are among 
those which determine the amount of technology and thus change which can 
he introduced into a classroom. 

Nature of Inventors, Innovators, and Adopters 
terminology of inventors, Innovators, and adopters," do not have 
precise meanings in the field of education. Other terms used in lieu of 
innovators are: change agents, advocators, discoverers, elt-bcrators, 

systematizes, codifiers, and promulgators. Instead of adoptors, some 
writers use the term acceptors, (differentiating between early enc. late 
acceptors) and classifying those who are negative to changes as rejectors. 
Rejectors, these researchers say, can be considered as either the dissident, 
the indifferent, the disaffected, or the resentful. Although there are no 
precise terras which are used, the general rctanings attached to the above 
terms are reasonably evident. 

Federal anc State Governments . 

Increasingly, the Federal Congress a^ well as the legislators of ;>e 
several states are serving as change agents because of the type of legislation 
which they consider and pass. For example. The Ele~»ntary and Secondary 
Education Act of 1965 could have more profound effect upon elementary and 
secondary education and to some degree higher education than any single 
legislative act in U. S. history. State legislators also are becoming 



11 . 



■ore involved in mandating certain changes In the 3 tatc school systems 
under their control. Consider the impact which the Fisher bill has had 
and will have on Schools, teachers, and teacher education programs in 
California. Similar actions by other legislators on a wide range of 
issues facing the schools suggests that these political bodies are becoming 
very much involved in mandating changes in educational programs. 

External and Internal Change Agents . 

There are a group of external forces which have had little impact on 
educational institutions in the past but which are likely to be of much 
greater significance in the future. An increasing amount of attention is 
being **iven to intermediate and cooperative units to provide services as 
well as tr> promote various changes in the school programs. The Greater 
Cleveland Research Council is an example of one such group. The role of 
stAte departments will be increased in the future as is suggested later on 
in this paper. A rucent meeting at Kansas City has led to the development 
of a new Compact for Education under which it is proposed to carry on 
certain research activities as well as activities to promote change. As 
the implementer of federal policy legislated by the U. 3. Congress, the 
U8QE will be oi great significance in future educational developments. The 
new system of laboratories which will be funded under Title IV of the ESEA 
vlll introduce an entirely new organisation and structure into education 
at all levels. 

Internally within a school system there are some strong conviction* 
on the part of sobs people that the superintendent of schools Is the 
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■oat significant person In terms of what happen* within that system as well 
aa within each of the individual buildings. These same writers and 
researchers also contend that the principal within a building is the 
second most powerful figure in terms of promoting educational change. There 
are a number of highly respected researchers, however, who maintain that 
the classroom teacher holds the key to the ultimate adoption of educational 
change. These people maintain, first of all, that teachers are creative 
individuals, who, if given on opportunity, could be highly innovative. 
Secondly, they suggest that even L? the case of innovations coming from 
the outside, it is only as the classroom teacher is willing to accept, 
to adapt, and to promote the change that it will ever be successfully 
adopted. Therefore, both groups of persons, administrators us well as the 
teachers, likely are innovators and change agents but of different kinds. 

Wo Designated Change Agent or Agency . 

A problem of schools is the lack of anyone charged specifically with 
the responsibility for developing and/or promoting new practices. Some 
years ago Coombs called for "A Vice President in Charge of Heresy’* (3) as 
soir^one who waa needed to stimulate educational changes . If a person were 
charged with the responsibility for research, sch ol improvement and 
innovation , there is a question as to whether it should b the superintendent 
of schools or whether the reiiponsibility should be assigned to someone on 
the central administrative staff who is directly responsible to the 
superintendent . 





13 - 



Wo Cl—. r Client System . 

There are certain aspects of the school structure which have 
Implications for the diffusion of innovations. One of the problems is that 
a school system does not have clients, insofar as the genexai use of the 
term is concerned. For most services in our society, clients come to the 
institution voluntarily and on the basis of what they believe to be superior 
performance on the part of thc«*e who operate within the institution. In 
the field of education, however, the students who are the clients are 
required to attend a school over which neither they nor their parents have 
any particular control. Therefore, because there is no choice, the 
professional staff which operates within the school system are not required 
to perform at a high level in order to attract and hold present and future 
students . 

Private and parochial schools differ on the above point since there 
are reasons why parents will bear the extra cost of educating children in 
such schools* This is one of the places where the problem of Innovation 
differs between public and private and parochial schools. 

Wo Dissemination System . 

Although the quantity of good, defensible research in the field of 
education has been small, there has been faith on the part of many persons 
that if the research results could be identified they would be implemented 
automatically. There has been almost blind faith that if we could Just 
accumulate more research evidence that such information would quickly find 
its way into practice. Again because of the peculiar nature of the school 
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•BttrprlM, it appears necessary to develop reports about research findings 
vbleh can be understood and Interpreted by school personnel. We do not 
currently bare large maters of people in school systems who are able to 
make the necessary adaptations from research studies completed in other 
places In order to achieve a successful implant in their own situation. 

Pl uralistic Mature of School Systems 

A final problem is tbs pluralistic rather than the indiviaualiatic 
nature of a school system. This problem is in pert involved in the 
complexity of the school system discussed below. The difference between 
the individual entrepreneur who asy be a farmer or a physician who is in a 
position to make decisions concerning acceptance/ ror --acceptance of an 
ldsa is in contrast with decisions in a complex school system. 

Process and Tactics of Diffusion 
A Complex Peels ion -Making Structure . 

Bducationml institutions operate in a very complex economic, political, 
social, cultural, and professional environment. A large number of forces 
impinge upon decision-making both in regard to the overall program as well 
as to its individual and specific parts. Such forces make more difficult 
arriving at changes in education as contrasted with many other activities 
la our society where decision- making is limited to one or a few persons. 

Piuel decision-making body in edu ration ia a lay board of education 
which is in dit ct contrast to policy making in practically every other 
social institution, me decision —king has bean placed in the bands of 
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ptrtoM who generally art not well acquainted with educational problems. 
Item am vide variations in tte ways In which such beards perform their 
duties. The; wy be hlfhly dependent upon professional advice and 
assistance or they nay not seek it and IT it Is given, refuse such 
assistance. Some board aeeters represent elements of the cossaunlty who 
find certain parts of the school program 3 nisi cable to their beet in -crests 
and, therefore, decisions am made on the hails of personal ratter than 
professional or community Interests. Bees use board members an lay persons, 
they am not always in the best position to make Judgments shout eduoatlonal 
innovations without considerable study and analysis. 

local boards of education also are very likely to sake decisions based 
upon their perception of purely locea. need s end in terns ts without reference 
to the state, national, cr international scenes. Since only segsonts of 
some of the problems in education exist In a local community, there is a 
problem for local boards to be sensitive to the larger issues in education 
in which the local systesu oust eventually participate and reach some 
solutions. Because many educational innovations am developed to meet more 
general problems, a local board Is faced with the problem of assessing 
vtet tte posture of the local school shoul d be toward these new developments. 

The professional staff of a local school system has common elements 
but probably mom diverse characteristics. Them is a partial dichotomy 
which exists between elementary and secondary teachers where historically 
greater status, and until recently, g r eater salaries have been paid to 
those te a chin g at tte higher levels. The el sswntery teacher generally 
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P*rfbni8 la a self-contelnal classroom where she is responsible for most 
of tLi s-etlrities on earring to the learners under her direction while the 
•econdary teacher ia subject-matter orientated and not totally responsible 
*>» ill of the atudent activities. Therefore, there are not the cohesive 

•ad ia aeratira factors within the professional group which cake changes 

to TWX«Ot*e 

Tb^ro i*, at all alaoft complete autonomy on the part of 

elaasrooB teacher* to sake decif 'ons about tha things which occur with in 
th# confines uf their clnetrooae. Although supervisors have often been 
appointed to promote new practices, there continues to be considerable 
reluctance to sake deaande upon classroon teachers to perform in new or 
different wry a. there Is a strong feeling that there is or.ly one person 
t*o is in a position to formulate plane rod make judgwats about what goes 
on in a classroom and that is the teacher herself. The decision-making 
responsibility of the classroom teacher has had long historical precedent. 

Classroom teachers generally are fairly highly educated Individuals 
with a alnlaaui of a baccalaureate degree and with additional formal study 
in cany cases. Because teachers have at least four years of higher 

education, they "»al they are in a position to practice in a somewhat 
independent fashion. 

Although tbs board of education is responsible for making policy 
decisions about the school system, individual parents as well as organised 
•rows such ae the Ptt play important role, in what happen, m a local 

* 0h00j A * individual parents, they have entry into the classroom 

ttaou* tte teacher of their own child and, although the teacher ic not 
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required by lav or school policy to nake adaptations to suit a family, 

Bha as y veil nake changes for personal or political reasons. 

Although such organizations as the P*DA indicate specifically in their 
national and itate by-lavs that there is to be no interference in local 
school affairs, there is no question but shat the interests of such a 
collective group of parents does play a role in decision-making by school 
authorities. Although a direct route for such lay participation really 
lies through the board of education, the expressed needs of groups of 
parents may change school policies directly without going through the 
official channels of the board of education. 

Because most parents have at some time or another attended the schools 
as students many of them feel that they are experts in curriculum, child 
psychology, and school practices. Schools, therefore, are confronted with 
a particularly difficult problem in coping with individuals who feel they 
have some expertise in educational matters. 

Although students in the schools have generally hot had a direct 
■eans of complicating their Interests, rseds, and desires it is evident 
that pupils do play a part in what happens in a classroom or school system. 
Many parents take seriously the day-by-day ups and downs of the classroom 
and in turn communicate their approval or disapproval as to what is 
happening directly to school authorities. Ike students are perhaps in the 
best position to judge teaching effectiveness of anyone in a school system. 
Tht unfortunate aspect of the student’s evaluation is that it is entirely 
personal and generally on a "like-dislike 11 basis rather than some other 
more valid measures of performance. 



o 



18. 



Although local school systems make decisions «.*bout curricula and 
courses of study including content, much more of what is occurring involves 
decisions cade hy persons far removed from the local scene. The profession 
itself is becoming heavily involved in the planning of various curricula 
and a review of the departments of the REA, for example, disclose such 
groups as "The National Council for the Social Studies," or the "Rational 
Association for the Teachers of Science." Since the REA represents 
primarily elementary and secondary teachers, these various departments 
Include a majority of teachers who are deslrlous of making decisions about 
basic content in their subject matter areas. These various departments 
Issue a variety of publications dealing with content, teaching methods, 
and materials. 

An increasing role is being played by scholars located primarily in 
universities and colleges working through such learned societies as the 
American Historical Association or the American Chemical Society. Although 
such groups do not necessarily have objectives which are different from 
classroom teacher groups, they frequently do perceive both the content and 

I 

the teaching methods somewhat differently. It is worth noting that most 
of the successful curricular iunovatlODS have been developed and promoted 
by the learned societies and the scholars within these groups rather than 
by educators within the professional organizations. Many divisions render 
■W* difficult the making of decisions about innovations in curriculum. 

Othe. agencies outside the local community which help compo und the 
problem of decision-making era the teacher education institutions, inter- 
mediate units, state departments of education, fbundations, and federal 



o 



19 . 



government. A developing pattern of teacher education is to make much more 
extensive use of local school systems as laboratories for both teacher 
preparation as veil as curriculum development, and refinements. These 
relationships could help to complicate decision-making about innovation 
by local schools os the staff of these schools become more heavily involved 
in consultations with scholars, researchers, and clinic professors from 
institutions of higher education. 

State departments of education have been primarily statistic -^thering 
organisations with limited functions of school improvement and little or 
no promotion of innovations. The new federal legislation restores, to a 
degree, a constitutional role of the State Department by placing upon it 
the administration of federal programs and, more Important, the pr motion 
of changes and innovations by local schools. Ao State Departments reorganise 
to fulfill the new functions there may well be less autonomy for decision- 
making about changes by local schools. 

It is evident that the federal government will play a larger role in 
educational activities than has been true in the past. The federal 
government intends to guarantee to every child, regardless of where he 
lives or the conditions under which he lives, an opportunity for quality 
education. The federal legislation has been designed, therefore, to assure 
each child of his birthright and to guarantee that the necessary changes 
ore mode in local schools in order to inclement such a philosophy. 

Foundations have hod on impact on educational decision-making. Funds 
■ode available to local school systems have often been used implement 
certain kinds of innovations through demonstrations. Often local schools 
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have been required to accept the merits of an innovation proposed by a 
foundation "on faith" and to utilise the funds for demonstrating the new 
practice to other schools. In many other Instances foundation funds have 
been used to determine the merits of a new idea before promoting its 
widespread adoption. 

It is evident that decisions made in a local school are the result < f 
a wide-range of forces which play upon those responsible for making decisions. 
In business a plant owner need not consult with anyone before deciding to 
make a change. In many other parts of the world a decree rendered by a 
responsible authority in the Min. itry of Education must be compile! with by 
the local school and the individual teacher. Itae American school system 
has built into it, however, a variety of mechanisms which make consensus 
difficult to obtain and decision-making a highly complicated matter. 

Lack of Linkages . 

A further dimension ol the process of diffusion pertains to what the 
sociologist calls "linkages." Within our society generally and within most 
institutions there is a theory that if a few key people can be reached with 
a message they will in turn influence large numbers of other individuals. 

Some studies in the field of education suggest that there are few status 
leaders even within a building who Influence other colleagues. (4) This 
factor is no doubt related to several others dealt with earlier, namely, 
that there is some distance between elementary and secondary school 
faculties as well as considerable distance *irng faculty members in the 
aewaval subject matter fields taught In a junior or a senior high school. 
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Xnere are a minimum number of relationships between elementary and secondary 
teachers so that the inpact of status leaders would be primarily with their 
own groups. It is likely that there are some persons who speak for 
elementary education within a school system but there are few such people 
whose opinions would carry very much vsight with their colleagues at either 
the Junior or senior high school levels. If, for example, a teacher of 
physical education for boys should publicly give strong support to an 
innovation, the probability is that such a favorable stance would have 
little or uo impact on those who teach foreign languages or English. There 
is littJs articulation among the various subject natter areas and grade 
levels. Kierefore, the problem of promoting changes in a school system is 

magnified by a lack of the usual social interrelationship found in other 
Institutions. 

Institutional Resistance to • 

A good deal of evidence exists concerning the resistance of insti- 
tutions to change. As institutions mature they become more and more 
structured and as a consequence changes are more and more difficult to 
***** Although the school system does not hive as long a history as some 
institutions such as the home or the church, our American school 
tystea has been in existence in somewhat its present form for over a 
hundred years. A natural consequence of this history has been the 
development of certain patterns of organization so that the people within 
d*sl#iated roles now resist changing those roles and the functions of the 
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Not only is a school system a highly institutionalized activity but 
the staff within 3t also has resisted research activities and change. In 
education, suggestions for change whether baaed upon evidence or not are 
usually net with such comments as "you Just don't understand teaching," 
or you Just can t take into account all of the variables lr education, 
or “lots of the things which happened to children do not show up until years 
later. Because of a lack of knowledge in the teaching-learning area, there 
is no predisposition to changes. 

Inbalance Within the System . 

There are many references in the literature of innovation, particularly 
in the writings and research of sociologists which suggest that there must 
be an inbalance existing within a culture in order for change to occur. The 
hypothesis is that a culture out of balance moves to restore balance and 
it is during such a process that change occurs. There is considerable 
feeling in education, particularly among school administrators, that the 
best school system is one in which there is a minimum of conflict or 
controversy. Over and over one gets the feeling that school administrators, 
boards of education, and others in leadership positions are hope ful that 
"on one will rock the boat." Therefore, one of the basic ingredients 

required for a fertile environment for change generally does not exist In 
education. 

Measurement and Evaluation 

No Broad. Goals. 



Within the field of educat ion there are no broad goals as to what the 
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system should achieve let alone specific « id definitive objectives. Ideas 
as to what the school eye tea should accomplish mry all the way froa baby 
sitting and custodial cars to preparing better citizens ftor a democracy. 

Wo Specific Goals . 

The failure to develop purposes applies to both the general outcomes 
of the school as well as expected outcomes within specific subject matter 
areas. As attention is being focused on the curric ulum across the country 
and as local schools have assembled their teachers of English or mathematics, 
it has been disconcerting to discover how little of what is taught at ne 
grade or by one teacher is related to what Is taught In another grade or by 
another teacher even in the seme subject matter area. In s. meeting of t 

teachers in a department of a recognised school system the teachers were * 

discussing what each was doing from the seventh through the twelfth grades. 

After considerable discussion during which it was revealed that different 
teachers were teaching the seme cc tent at different grade levels one 
teacher finally blurted out, "I think it is terribly difficult to deal with 
objectives in different courses and different grade levels because I don't 
even know what I'm trying to teach myself ."( 5 ) The advent of programmed 
instruction, teaching via TV, and other similar devices have brought the 
whole problem of scope and sequence within subject matter areas into bold 
relief. 

Since goals and objectives are not closely specified within subject 
matter areas or grades, it should be obvious that appropriate interrelation- 
ships among subject matter areas are likewise not specified or made 
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explicit. In a recent article in Saturday Review entitled, "Reform 
Nor— at or Panacea? " (6) Theodore R. Sizer argues that the next breakthrough 
in currlculiun development must be the interrelating of the various disciplines. 
Sixer points out, for example, that the physicists who developed the PSSC 
Physics course have paid little if any attention to the developments in the 
various new mathematics curricula and vice versa. Bach subject matter 
area has developed on its own without reference to what other parts of the 
curriculum may need in the way of content from that area. 

Wo Profit Motive . 

A final difference in objectives between schools and many other parts 
of our social and economical system is that schools are so-called non- 
profit enterprises. In spite of statistics being projected by sconomists 
most educators still promote the idea that education is different from any 
other kind of institution or organization so that its output cannot or 
should not be measured in economic term. Thus the profit motive which 
exists in the private sector of economy and the need to produce a return 
on the investment is currently not a ±orce which motivates changes in the 
field of education.. 

Wb R k D Investment . 

Innovations generally have required substantial amounts of money for 
research, development and demonstration activities. The R & D investments 
by agricultural industries and pharmaceutical firms have been huge. In 
contrast, education has operated on what Jim Finn has called "the peon 
approach." Kducatlon has never had sufficient financial resources to much 
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■ore than a* in tain a minimal program. 2 van more serious, however. Is the 
flkct that there has been practically no lnvestaer.t in educational research. 
In recent testimony (given before a Congressional Coeulttee in regard to the 
Elementary and Secondary Education Act, Commissioner Keppel reported that 
only two-fifths of 1 per cent of the total expenditure for education has 
been devoted to research. (7) 

Further, there has been no so-called "risk" money flowing into the 
field of education* The innovations which have taken place have come 
primarily from the manul urers and suppliers of school equipment and 
materials . Although these nmnuflacturer a frequently have promoted new 
product development, on other occasions they have also resisted changes 
because of the Increased investment which would be necessary in the 
development of such new products. For example, if a company has a fairly 
successful series of texts in a certain subject matter area, it is not 
likely that the same company will seek new approaches which will diminish 
the return on their original Investment and require greater support of 
sales and promotional efforts on their part. There has not been a close 
relationship between the comerci&l interests and the field of education in 
terms of either product design or tryout. Because no outside funds have 
been available for research and development and because developments are 
expensive and not actively promoted by commercial Interests, new educational 
developments have been retarded. 

Wo Economic Advantage. 



A major Incentive in the business field for the adoption of any new 
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hardware or process Is the payoff In terns of lover unit costs and thereby 
greater profits. Because educational Institutions have not necessarily 
been concerned with Monetary returns on their operations, there have been 
no clearly demonstrable monetary returns as a result of innovations. In 
fact the more likely pattern has been to add the costs of innovations on 
top of current costs without making any uoibstantial efforts to readjust or 
redistribute workloads or activities. The result of many Innovations has 
been Increased expenditures with no lessening of the per unit cost.' 

Bo Personal Advantage . 

A final problem relating to the financial aspects of education is 
that most salary schedules do not differentiate among teachers of varying 
degrees of effectiveness. Both of the major organisations representing 
teachers, the AFT an<l the NEA, have promoted the Idea of equal pay for 
equal preparation and experience. Slice there Is resistance to merit pay, 
there is little incentive for superior performance. Present salary schedules 
enable the very least effective teacher to receive exactly the same salary 
as the very most effective teacher given equivalent education and experience. 
Tbe theory of our economic system is that the most efficient should receive 
the largest monetary reward and so innovations are eagerly sought after 
and attempted. Such an incentive does not operate In educational Institutions. 

go Clesir Performance Standards 

Since objectives and purposes of education are not clear, it is obvious 
that appropriate evaluations are also difficult to determine. We do have 
tests available for pupil performance but there has been great resistance 



o 

ERJC 

imiflaffHEfflaaa 



I 

% 



27 . 

on the pert of educators to accept the results as representing any kind of 
Quality measure . Outside of the Regents' tests in the State of New York, 
no other state has developed a systematic testing program to measure the 
educational output. There is, in fUct, great fear on the part of many 
teachers and adm in istrators to the use of achievement tests for the 
determination of quality education. The argument is that tests do not 
recognize all of the factors which need to be considered and further that 
such tests would eventually determine the structure of the curriculum. 
Therefore, pupil assessment through tests as a measure of productivity of 
either students, faculty^ or the school system has been resisted. 

In addition to the lack of clear performance standards for the pupils, 
there are no clear performance standards for the teaching staff. Although 
attempts have been made over a perird of years to develop various ways of 
determining teaching effectiveness, there is no general acceptance of any 
one set of criteria, toie difficulty of developing standards of teaching 
effectiveness has bec^ne apparent when one examines studies of individuals 
such as Fattu in whiqfi it is suggested that teaching effectiveness is more 
related to individual school and community factor# than to prior preparation. 
The work of Ryans haf centered on certain characteristics of the teacher along 
with effective teaching procedures and techniques quite apart from the school 
setting. The most j$cent work edited by Gage includes chapters by various 
authors among whom $1 ere generally are no great areas of agreement. 

Even if one asfumes that the evaluation of the teaching act can be 
done apart from the classroom setting, it is difficult to secure agreement 
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as to what npreieoti a good teaching Modal. Sow Model* focus on the 
learner, others on the interactions vithin the classroom and still others 
on the cnsesinl cation of the content. Ordinarily, for changes to he made, 
there must he some clear Models to follow and ways of Judging when the 
pertbrmanee of those within the system are affective. 

Bo Clear Product Assessment 

A third problem in evaluation pertains to the lack of objective 
standards for product or process effectiveness. Although there is a strong 
Ingres slon on the part of many people that the appropriate addition of 
newer media, for example, ingrove the learning situation the research 
results are not always so encouraging. The finding of "no slgnlflctmt 
difference," has appeared so frequently ir. all kinds of educational research 
that there is Justification for sons of the skepticism which exists toward 
madia and other innovations. 

Although considerable progress has been made in research design in the 
field of education along with the development, of better evaluation instruments, 
there is still a question as to whether we are yet In a position to measure 
some of the changes which may be occurring but which cannot be identified. 

Vs have not been able, therefore, to provide evidence enabling the unbiased 
observer to make decisions as to the inclusion or rejection of certain 
innovations. 



Cor elusion 

The purpose of this paper as indicated in the introduction has been to 



analyse what is know about innovation from a variety of other disciplines 



29 . 




»n& to Interpret* thee* tec tor* end element* in term* of education. Each 
of the Major eub- topic* which ha* been developed ha* it* foundation in 
•oae other discipline, field, or area of research. This paper then has 
Identified boss tec tors and has attested to discuss the various dine ns ion* 
of these teeters as they night apply to education. Although there are a 
srasber of obstacles which aake innovation in education aore complicated 
than in a number of other fields, the writer hopes that the failure to 
have a validated system will be considered a ctmUrntw to be met rather 
than a reason ter doing nothing. 
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